
ED 1.46 -007

TITLE

INSTITUTION'
SPONSAORNcy
PUB DATE
NOTE

EDIS Pi4
DESCRIOTORS',-'

ABSTRACT

lioeunimi REMIND

-EA.010 208

Charles F. Kettering Fpundation and yl/D/E/A Mission
in Educational/Leadership and Management. Final
Report.
Merrimack-Education Centeri ChelmSford, Kass.
Charles F. Kettering Roundatior, bayton, Ohio.
.7. See 76
24p-

.e

MF-$0.83 HC.-$1.67 'Plus Postage'.
College Sch-Oai Cooperation; Educational' :-
Administratiducational Imprpvement; leadetship
Trainirig; *Management bevelosE,ment; *Prograi.
Descriptions

P

0

This report describes a program spOnsored by the
Charles Ft Kettering Foundation that attempted to help practicing
educational administra4ors take advantage of available materials and ,

resources to improve their leadership and management Skills. The
program centered around four Educational Management Development
Centers consisting of school districts working 'alone,' with other
school districts, or/witha nearby sniversity..Each center was
expected to search .out and test new approaches to, improving
leadership and management in the context oroperating schools and
school Aisttict. The overall aim of the program Was to monitor the
search and deVe o nt efforts of the various centers and to 'analyze
the reasons for their-success-or lack of success. The report briefly,
recounts the his ory of the program and presents some generier.
conclusions based on the experiences of thq centers. The appendix
contains an interim raviesi of the progtam that *Ts prepared near the
end of its firsk year, as well as a summary of a.fielated effortto'
establish .a National 'Collegial. Learning Team on Tool Ristrict Based
Administrator Renewal Program, which was made up f reprbsentatives
of six state departients of education. (1G)
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i
Tt,was.n-a-surprise.to our staff developing the /I/D/E/A/

Change:P'rogram -for IridiVidually Guided Education when they

"discovered" that leadership and management capabilities of
Q

par Ycipating schools and school districts had an important

4.

le

1-4 ZipfluenCe on.-the degree of Success with IGE. Accordingly,'

we.begtn planning in 1972 a research effort into leadership

and management nerds and opportunities in education.'

We began our inquiry by interviewing practicing School

administrators, personnel inuni:versities and other institutions

concerned with tfainin, and individuals knowledgeable about

management in other fields. the testimony we gathered from
,

many administrators about-the preparation they had received

and about training opportunities available to their colleagues

and staffs was characterized by disappointment and discouragement.

SimilardissatisfactionWasreflected

literature Yiie reviewed. Those responsib1 for training.also

expressed'doubt about the usefulness of,many.approacheS to

administrator preparation.

-

in much of the professional

PerIhaps thethe strength and perv0 asiveness af this dissatisfaction
;

E was more: than we expeCted. A parallel inquiry had identified
.

.

i.N vast array of conferences, workshops, institUteS, and new materials

Bak improving leadbrship.and management.1 Many,. colleges and
.

ril l'A study by Merrimack Education Center''under Charles F. Kettering
Foundation sponsorship on research and practicein'inservice

airing of school administrator's. ,'
, .

. .
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universities were reporting new dimensions to degree and

preparation programs' for'educational administrators.

We reached the conclusion early that development of still
.

©

another set of 'training mater-i/als'was not a suitable beginning

. point. The challenge was to discover or ,invent ways to get',

school administrAtoTs to use more effectively what was available.

Our 4pro4oh was to get into the "laboratory " - -the field

of practice to learri->more about how management systems oft,

education worked in relation to efforts to improve those systems.

We selected kopr different institutions to participate with us

search'. Carnegie-Mellon University, the Allegheny

,County Intermediate Unit, and a cluster of school districts in

the Pittsb'urgh area; Tulane.Uaiiversity and clusters of schools

within tiTe New Orleans school district; tAe Merrimack Education

Center, e'voluntiry collaborative of 26 school districts in

northeast Massachusetts; and a single large Metropdtitan school ,

district; Dade County (Miami) ,Florida.
.

I We .asked these Educational Management -DevelopmeneCenters

tq think. of- themselves 'as "Centers for Social Invention." We

wanted'them to search out and test for themselves new approaches

'to improving leadership and management in the context of operating

schools and school districts.

While we.offered no blueprint for the Centers to'follow,

we did agree .on several guidelines that seemed to offer promise' ,

of successful 'social inventi n." Some of these were:,

1. tnvolce prgctitioners as partldipants in the search
for new methods rather'than as `subjects to` be treated.

4
. Opqrate the Centers in "neutral turf" to avoid habit

patterns and Constraints of existing institutions.

' -2-
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3. Carry out the search for new ways within clusters of
invtitutions so there,can.be a collective Commitment
to the effort and a sharing of experiences.

.4. Draw upon the analytical capability of several
disciplines and upon experiences in other fields of
management-practice..

Each party to the. Centers--both universities' and school

districts7-was centrally concerned with developing priparams

that made adifference. Our aim was to help monitor and analyze:

these search and development ,efforts to document the difference's
44

that were made and to explain the reasons fdr..success (or.lack

of it)10.,." *

Approahes,of the Centers-varled greatly. Carnegie=Mellon

University, worked with a cluster of school districts in Alleghenyi
#

County through projects that linked-the skills ofuniversitY

personriel to varus needs within theAdistricts. Ifulane

University worked with clusters of principals--a high school

. principal and the feeder junior high and elementLary school

principalsin planning and problem solving with respect to

'their:concerns bringing in skill development experienCes as

the prindipals sensed the need for them. Merrimack Education

Center functioned as a "brokee'linking needs identified by

administralors in their ,2 =0- district voluntary collaborative-
,

N's
with sources of ins'-ervice training,

While Dade County, 'Florida ,has an inservice training4

program for. administrators within thedistrict, other gres'Oing t,.
.1 .

.

c demand -- ranging from violence in the schbols
,
to the financial ,f_ .

crunch -- prevented the district from moving ahead. with* tis in an
. :,

pintensive analysis of their experiences.
.4' 1

/
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Because of budget restrictions, we concluded our involve- \
\

'

%
ment with the', Centers at the end of the second developmental

year. As indicated abovd, Dade County, Florida participated
. .

only for a brief period in the project and then-returned the

unused portion\of the grant funds. /.

The three.Centers which did participate fully in the

pros, am continue to operate and,develop on their own resources. '

Interim reports from these Centers are on filearid available 4

for review.

:
'Other reports available from the . project follow: . .

A

. ..

1. Report by.Merrimack Aucation.Center on survey of
literature arid practice in inservice for school
administrators.

.
, .

t

2. Two concept p4per's by Dr. Anthony-Cresswe , North-
western. University; one on aconcept of educational
administration, the second on evaluating.inservice-

. trainLng.prOgrams.-

a "

3. Final and interim reports from Merrimack Education
Center., CarAegie-Mellon University and Tplane University:
First year interim report from Dade County, Florida.

4

4. ather occasional papers and documents relate ,to'
work of the Centers prepared by, respective seaffs of
the Centers. An interim report o this-writer about.
the mission is attached". (Attachment A).

- .Just prior to ending our involv ment, with the Leadership

and Management center development, w were instrumental in

helping ;the Colorado gtate Zepartme'kt of Education form an

eigitstate network of State Educatin agencies to exchange

ideas on how to promote,local school istrict based administrator
e' .

programs. The series of meeting's with repreentatives from

these e4ght states Will continue through' February, 1977.

1.

ffi
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Our general conclusion is that this approach has been-

helpful for the states involved. shave reinforced what'

they perceive to be a responSibilit'y of growing importance.

Though the participating states have generally assigned top-
%

level administrators to participate in these sessions,-and to

have .responsibility fof the programs,- there has been,considerable

change in personnel since the project was begun. A summary
C

Of the program is attached. (Attachment.B).

Though our work on this mission was ended prematurely,

reports from these developmental efforts offer numerous insights.

into ways'of improving inserVice training of schoOl administrators.
- -

The remainder of'this report is devoted to some general...conclusions

based on our experience with, the projects.

R esponding to Personal Needs o? Administrators Themselves

Some General Conclusions

w

It is not surprising.that school adminicstratOrs are-pro blem

oriented. Most are' so y dealing,withpressure4kof day-tO-day

pr9blems they tend not .to anti ,spate fu'ture problems or to deal

with fundamental issues.

ble centers found that if they were to communidate with ,
. .

-...,

.

. ..
the administrator and be useful to I.im, they to respdnd , -

, .

to what was "giving him heat today." ',p,ccordingly, Center" programs
.

.

became oriented toward problem solving. The\Centers' search was

for modes of problem solving that would notonly leave a new
'.,

....
,

system in place 1?ut also.would leave 4 legacy of new skills. The
,

response withopportunj,ties to. "learn hoW",as well as learn about
4 .,

was well received'.
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?elating Means ,to Ends .
.

District level school adminiStrators--eSpecialI1.7 super- '

iritendents--rate management science technologies- =such as

Management by Objectives (00) andi4rogram/Plaaning/Budgeting,,,;'

Systems (PPBS)--as high pribritSr needs.' ,Their real concern,

however/ is so ving'day-to-day. problemS rather than attendirig

institutes or workshops,on these concepts.. Lang-range plans,
s.

to institutionalize tflese technologies also have a.lower
-

priority than solving immediate problems., r

Like other public.administrators, school principals and .

superintendents are confronted with decisions that must be

made within relatively, time frames that apparently can't

wait for slill.development,courses or careful applibation of

management science technalpgies. There isn expressed interest

in installing and using the 4teSt management technologies;

however; many of. these effOrtS tend. twbecpme ,ends in themselveS

rather than being VIewed in term/of,impacti:ng on program ,

improvement:

Recognizingcome Implications of Ambiguity

We belieVe there are some features of the.educational

systerri that keep many school administrators buSy performing
,4 ,

many of their management fuh&Eions in ways that_are not'tied

closely to the success of the rest of the system. It is our

impAemioh, for example, that the

goals in edubation contributes to

characteristic vaguenesS of

dealing with trivia.

In part, we believe thjs_mayresult from the tendency Tor ,

goals to be stated at a level of generality that faCilitatep

a-consensusand keepsthe institution operating. Get, beyond
.0

-6- --
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' thpse levels of generality, .and disagreement among. the staff,
.

between' the staff and community, ancimithin the cominunity bggin

to getin the way.
I

Getting Beyond the First Request

We have learned that there is initial interest on" the

L_,/"
part of many administrators in a package that will. solve their

problems for them. Paralleling some of,our experiences in the

Study of Educational Change:, however, we often heardt !'Ten Us
.

What to Do! But--Don't Tell Me'-What to po!"

however, most administrators responded positively to partici-
.

pating in processes to help clarify problems and to develop

skill's to deal with them. These problerhqsolving activities

focused on specific situations on the Administrator's turf with.

a collabdrative network for shaking experiences and'insights
. -

-show considerable promise.

Finding Illustrations thatRelate r

There are _many management training materials available
.

from businesS and industry. However, illustrations and Applications,

need to be adapted to school-related situations,Ly trainers if
\.

they are, to be viewegby educatiOnal administrators as useful.

While,dissatisfalttion is expressed with training receilied fr&
.

, ,

schools of education, educators' are reluctant to turn themselves

over exclusively to schools of bus111,iness. Special effort is
A

needed in training situations for educators to generalize from

non - educational situations. To be Leful.V,Te need c

4

se studiei

and illustrations' from eacational.situations.

-7-
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Seeking New Approaches toNen "Old Problem"
sef

We!vd learned that many efforts to install program planning,

and budgeting.systems in education have collapsed under the

weight of: talking about goals. One of the.Centers approached '
'

use of a PPBSconcept by assuming the educational gdals,were

there and. that everyone knew. them. 'ghp,F\began with thd budget-

side of the systeM and later moved to talking about the

pTogram.plements.

.

Admitting tithe Obvious--Everything is. Cobnected to 'Everything Else

Though i
A
is easy to talk. about Mrious:segments of schooling

as if they' were independent--the instructional system, the manage-

rrien't system, and the policy system-:-experience of the 'centers

reaffirm strongly' the frequent observation that "elrything is

connected to ever thing else."

Coffsideration of new manarient.techniques and manageTent .

practices cannot easily be-separated.,from either the instructional

system or the policy;system of a ,chool district. Dealing with

policy issues requires skills in the policy sciences that rarely

have been a subject of study by school administrators.

/.

.)

< ...- -.Finding Different Strokes for Different Folks,
.

k\

,.., Involvement of interdisciplinary teams ft:pm universities
\

A;','
...,%,cr. as well as representatives from other fields of practice in an.

"--''.. improvemdnt program such as this is not easy to obtain.. Not all
...t .

..

I. 4 ..
,f. university and-business personnel are enthusiastic about going
,. .

.,

A ' .

I
._

. olv\to work with school principas. School damifiistrators\on .

the Other hand,i-found association with professors and businessmen

a 'v.Jy -rewarding experience. Finding appropriate reward
....' "

. .

mephanismb was a task recognized but
,

not widely achieved.'

F
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Putting Some Order. into Disorder
.

As inlbther professions, the need for renewal skill deNielop-
.

ment is continuous after initial certification. The professional

notion that people should'pursue their own training after

certification has resulted in an unsystematic approach to
a

improvement for many sckool, administrators. It,occurs largely

on weekends, evenings and in summer schools where it is rarely

sitUatiOnally relevant. Tlesigning plans for inservice training

wheie and when it's needed will he a continuing goal. of each Center.

.1
A Note on Approach

As indicated elsewhere in this report, the'Centers that

did move forward'in this effort continue to develop their ?wn

progtams. They differ fromeone !another substantially.

Despite our efforts to bring directors of these programs

together and to share written information among them, it is my
-

conclusion that they learned little from one another. The Centers
.

.

-).begar
t
under the df?-6-ction of individuals Nho.began their work

, - \------

from diffprent perspe es--perspectives that were guiding
.

the work they were preViouslli engaged r ,
Those who-were managing the design and operation of the

Centers had different developmental experiences throughout

the prOject. They worked on shaping their programs andthey ,

, ,

were'sudceisful in their respective endeavors in terms of involving
, .

the participation and financial support of school districts ,and,
. .

district personnel. It was too early at the conclusion of our

involvement with the.Centers to accurately assossthe difference
A

they made in the funcltioning of personnel and, subseq4ently, in

effectiveness of schools. Parties to.each of,the Centers thought'.

10



' "

they were making a difference, however.

The Kettering Foundation did not develop a deadership- i

management program of its own through this effort. It helped
.4.

s
1

.

upport and guide the-work of three other agencies in development

Hof their/prOgrams . ..

/
/

. .

/
1

./ ,We did hot evolve a staff capability to go out and help
, k

. . . .

/`
another agency develop. any one of'the models; however, we could

-N
..

work.with any of the Centers and they could help others implement

mrt`

'the program they developea.
0

% Support for and involvement with only 'one center wou ld

have enabled /I/D/E/A/ staff to concentrate their,,Fiergies more

directly on aevelcpment of a single-model. A core concentrated

approach may' have resulted in 'a closer' sense of ownership by the

Foundation ,,than developed through involvement with several

-differ4nt projects.

Goals and programs' grow,out of the interests, experiences
.

and skills of people. people -- rather than institutio

from experience.

The individuals responsible for developing the respective

Management D6velopment Centers learned a great deal, and they

"...shared in writtelp reports and in discussions what they learned.

HoW much use others can or will make of this knowledge is

, problematic.

A

b

11:

Charles L. Willis
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ATTACHMENT A

INSTITUTE FOR DEVELOPMiqrt,F EDUCA I IONAL AC I NI NES, INC.

".

TO: Education Program Council
6

FROM: Charles L. Willis

DATE: July 15, 1975

,SUBJECT: Information for July,Council Meeting

I

An interim review of the eadership/Management
Mission is attached: I'll have some additional comments
to share at our July meeting

C

757

CLW:vb
Attachment

t
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KETTERING FOUNDATION AND /I/D/E/A/

- MISSION-IN EDUCATIONAL LEADERSHIP...AND MANAGEMENT

An 'Interim' Review

1. Assumptions

\ 4.
a. Management, and Leaderghip-are significant

%.
,

b. Management and Leadoship in education are Underdeveloped.
4 -

L

c. Arrangements to develpp competency in Management,and
. Leadership are not adequate. .

.

2. Original' mission outcomes (pUrposes) sought Irt,r

a.i One or more proven approaches (on criteria to be determin411) .°

to improving Management and Leadership inprecollegiate-,

edUcation%
.

b. 'An arrangement design .that will l'ead to application of
one or More of these proven approaches on a widespread
scale. .

3. General strategy
' -

J
a. Begina.set of field studies to genete the research

, questions and the research design.
.

. .
. 4

b.

V '

Provide tupport for research/evaluation;ftinctions-relating
. .to these efforts "social invention.1F.

,

Nocument effects obtained'

4,. - To explain why

Freparesome scholarly, concept papers along the

- Analysis of concepts in Lladershi and Management

Evaluati9:11 in leadership and Management
P 0

-Other approaches to Impioving Leadership and Management

-'21 new approach

A

13
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4. Guiding concepts for thi's effox't in "social invention"

a. Nettral turf
.r. if

. .

b. Cluster of institutions .
, ,

,.

c. Practitioners as participants An development

d. Atalytical capability of various disciplines
.

e. Input from other fields of management practice

f. Focils on real problems

g. Orientatioh "toward search

h. Reliance on lodal resources

6. Four laboratory sites

a. Pittsburgh: Cadiegie-Melloh University., Allegheny County
Intermediate Unit; approximately a dozen schoql districts.

,b. New Orleans( Tulane ersity, portion of New.,,Orleahs>
\\

.

,c. Northeast Massachusetts: 'Merrimack Education Center and .

20 schbol districts. (a voluntary collaborative). \

d. Miami, Florida: Dade County Public Schools.
N.,:

6. Original timetable .

a.
inn

1974: first-pilot year (Pittsburgh and-New Orleans
, .

each had\six-month planning grant: March.- August, 19173)
r

b. 'Fiscal 1975: first-year field test
* -

..4.,

p. Fiscal 19'76 secoridr-yeaefield test; information materials
.i.n preliminary 'form: implementation plan designed ..

«

,d. Fiscal 1977: complete production of informatiqn and
strategy materials; implementation plan set in motion.

. , .

School DiStrict. °
-i"

-2-



7. Adjusted timetable
4

a. Frst year ztfield -te4- end

Pittsburgh Center:1, October 31, 1975

- 'New Orleans Center, NoVember 30,, 1975

- Metrimack ,Center, October 31, 1975 \)

°

- Dade County, October 31, 1975 ,

i .

b. Fiscal 1976 to be(devoted to final evaluation and reporting:
Mission terminates.

Emp sis during current year:

a. Theory -development

(1) Getting more exAlicit statements ..o, rel4tip4ships
belieVed to explain conditions relate :-tb management

/and leadership in edlication and its a#1.4001/ment.

,

(2) Linkin g and adjusting t mwhese expl4nati s with our
experiences (experiments) ift-tWdablbiatories.

i 4

. b. Refining research /evaluation designs'.
0,

Our concern here is' with identifying the "bottom- line",
variables believed important to impact upon and the molt
powerful explanatory factors, dimensions or variables that
we believe'shopld be monitored and how to monitor diem:

. -a t

y What ideas will serve as an adequate basis for data k
collection? (How can we get a handle on what happens?),

- What do we,131An to study? How will the many
variables that might be studied be prioritized?

71,

- What dimensions are believediao be the
important? What factors are likely to
most powerful' explanations for success
of the effort?

What hypotheses can be,stated?

most
offer the
or failure

(2) What ard'-the most logicaland feasible sources of data
relating`-to' the variables selected?

- Administrator

. - Teachers

*4. Board members .

-3- 15
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The. public

....,External observers

- Records
t.,

(3) What types of data should, be collected?

- Written information about 'personnel

Written information about practices
1

Taped interviews

Tapes ,of meetings ,'

, -.Observation recordS

(4) What is, the data collection plan?

(5) What is the'reportinglan?

t.. .,

9. Some optional dependent variables at Center and District level
1 .

.

a. Behavior of administrators: identifying problems. and.
analyzing situations, collecting and analyLng data,
taking action, analyzing results.....

, _ .

b. Changes in administrator:attitudes about management role
.

"s

49

c. Changes in administratiVe structures attributable
to Center ,

s.

d. Particiption in new and different amounts of training
, ...

, .

e. Satisfaction of staff and.sponsors-wiA management performance
4

10. Factors for us to look at overall tU see if we're successful

a. Acceptance'by .the p 'involved

b. Integration of Center. activities with managementtand
operation of the local education agencies (personnel,
and,organizational linkages).:

11.i-Variables,th are likely to affect a-Center'ssuccess

a, Contextual

Previods experience with improvement programs

- Legal constraints t

-4- 16



Motivation, reward systemsl'incentives.for participation

- Other demands oh time
. .

Credibiiity of prcject.director

AmbiguiWclarity ofth& concept,

- Power and influence relationship's'

a

Financial resources

b. Process variables
w=.4

How the {enter was tarted

- Management' style of the.Oenter

r InvOlvemen't,in decision processes

- Nature ofcommunications, activities and patterns

- Re'source.mobilication

Parallel social events

c. Character of our relationships With the Centers

12. Intervention strategy development
Y

a. Pitturghr, moved from seminarduring first year to
, problem identification and solution within the districts

:followed by workshops on "how-we got the problem solved."
.

b. New Orleans: clusters of sChools clinical.team
IP ..111

CO f-Maes,achusetts# moving from navAs assessment and. Workshops
_''on skill development to focusn problem solving

.d. Miami: seminars for top management to set direction
-4 4.

13 What'we're learning about Management and Leadership

a. Public administrators innundated withproblems. Need
for decisions Won't wait for skill development courses
or careful'application of management science technology.
'Need ways to relate the, learning process at point where --

administY.ators are confronted with problemsproblems
they perceive.
J

-5-
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b. Skill development typically comes after Ortification.
Prof9ssional notion is that people:pursue their own
training after certifiCation: weekends, evenings
summer school in unsystematic fashion.

c. There's no shortage of oouises, consultants, conference's,
kits, instituEes....

14anagement.sci4ce technologies tend to:become ends in
'themselves.

. Fewer. opportunitieS in educatipn than, in business for
new hiring to get new skills.

'

14." What 'we're learning about strategy we're using'

a. Centers must be successful- -less concerned than we are
about systematically recording and reporting'Their

D experiences.

b.' institiltions'that are concerned with operating andprovid-
- ing social(services devote their re-Sources tp these endri..**""

Considerable effort( is required tolOet them to include
systematic inquiry and development on their agenda.

Center staff intdrnalizes What they(re-leafning becaUse
,of'difect'inyclvement. Being one step, away complicates

te.°.
this for us.

. Differences among the Cehters are significant. Can't
.hand them blueprints Tor strategy or timetable.

.e. We need to be more xplicit about use our'funds for
ststemati2c inquiry evaluation 'and research.

f.' Need to be more expliCit about the*guiding concepts,
especially involvement of business.

4"Kt'
g. Need more communication ii -nks among the projects; Closer

geographically may have facilitated this.

Therp are.a number of similar effortsgetting: underway.
We need to find ways to interact with-t4em and share what
4 being learned.

takes time....
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ATTACHMENT B

National Collegial Learning Team
on

School Distric Based Administrator Renewal Programs

Edward Brainard
Director, Leadership Develeptent
Colorado Departmenvof,Education
201 East Colfax Avenue

,Denver,'Colorado 80203
Telephone: (303) 892-3081

Gary Emanuel (Dr.)
Assistant to the Superintendent
Arizona Department of Education .

1535 West Jefferson
4

Phoenix, Arizona 85007
° Telephone: (602) 271-4720

,Jack Frisk
Deputy Superintendent
Office' of Public Instruction.
Olympia, Washington 98501

Telephone: (206) 753-1880

James P. Kiley
,Deputy Director,

Team Members

Office (f-Educational Accountability_
Nevada Department of Education
Carson Cit Nevada 89701.
,Telephone: 02) 885-5700, Ext. 240

A: K. Luke
Associate Superintendent

- Idaho DepErtment of Education
Boise, Idaho 83720 ,

Telephone: (208) 384-2165

LeRoy Ortgiesen,,

Assistant Commissioner, Administration,
Nebraska Depar#ent of Education --

233 South 10th Street
LincOln, Nebraska 68508

114

Catherine Stehly
Assistant to the Commissioner
Minnesota Department 'of Educatio-
Capitol Square Building
550 Cedar Street
St. Paul, Minnesota 55101,

Telephone: (612) 296-6074

-

19

Calvin Whatcott
Utah State Board of Education
136 East South, Temple
Salt Lake City, Utah 84111
Telephone: (801) 533 -5431

.Charles Willis, ProgramOfficer/
Institute for Development of

Educational Activities
Chtirles F. 'Kettering Foundation

-5335 Far Hills Avenue
Dayedn, Ohio 45429

Telephone: (513) 434-7300,

N
Dr. James E. .Conittr, Director
SEA/Staff'Development Project
Council of Chief State School Officers
1201 Sixteenth St. N.W. - #304
Washington, D.C. 20036

,I

May. 27, 1976
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011A1)0 QI: EDUCATION
Office: 1.141(finci, 1'01 F.! Gvilax

, -Dttivet, elotlitatio ."")
left:] om: (:103) (192.2",*12. ® .
C;1rtn bi. Frtttiet, Cony»issiocr

`July 15, 1975

The Colorado Department of Education and 1/D/E/A, an affilitate of the Charles F.
Ketteringjounda-tion,,are beginning a National CollegialLearning Team on School
District Based Administrator Renewal' Programs. The team will -consist of, -six
eftcators from six'state departments of education. Enclosed-is,a beginning -
description of the ideaZ,At describes the goals of administrator renewal acti-
vities under way in Colorado and procedures for beginning'the National Collegial
Team. /-

Ir
_

.
;

The purpose of this program is to stimulate a trial of the Collegial Teamsconcept
in he development orlocalsch PO1 district leadership. To do this a Nalional
Collegial-Teawrroject will be initiated Involving these sik states. The Projopt
will underwrite one-half of the -air travel for a State Department teamtmember,from
your State to come to Denver four.times dur/ng the 18-month project. Each State '
Department will need to underwrite the other half of the travel cost. Ln addition
each state'will assume any costs for.implementingete.Collegial Team experiment
within each state.

After you have reviewed these docurhents, should the idea of this Project be of
. interest to you, we invite your Department of Obtlition to be a member in this

endeavor. Furthermore, we invite you'o designatd the person to serve, as a part
ofthis team and be our 'Contact point.

I am asking Dr. Edward Brainard, Director, Leadership Development, Colorado Depart-
ment ofEducation, to 'Correspond with you, to prOvide vpre details. Do not fiesillate,to cogItact,him for additional information at- 303 -892- 3081."

Sincerely,

.1

Calvin M: Frazier

Commissioner of Eduction

., .

A-Enclosures -

Same letter 'sent to Arizona, Nevada, 4tah, Mintlesota, Ciashington,'Nebraska
\.

..;.

et '

20-



CUOMO° UCPAIlI MEF OFIEDUCA140N
S181),,0111).0 titn1(1,1111.201 L. gollax
Ornr. ColOuolo 110.'03,
Telephone (*.IN) 1392-2212 .

Calvin M. Frazier, Commissioner

atonal CaZioqi 1 Learning Team on

School D trict;11 3sed Ad 'n'stra.tor RenCwal Prcgraks

May 14, 1975

. 4*
SPONSOP.Se This .endeavor Is jointly s onsored by the ColoradotDepartment of
Education and /I /IF, /A/ (fhstitute fo the Development of Educational

.\ Activities), an aftiliate of.the Char es F. Kettering Foundation..
,

, .
GOALS. The initial goals for ,the team are

1. In addition to, the ColoradO:Department of Education, select five state
,..departments of education (SDE) who desire to provideleadership'for

stimulating' school district based, planned,'and operated renewal
4 (professional sroWth) programs for school adminstratorS. Each SDE
in this project designates one-professional staff member to, serve on

__the team and to achieve for the SDE the,goals of this project.

2: Awing the representatives of the six SDE, form If collegial learning
team and establish communicatio4 among'the team)member5s. Over, an
eighteen mon h period_the team will.conduct for itself learning,activities
to educate i s members on processes for providing state level leadership
,for stimulating school district based, planned, and operated renewal

.3; programs for school administrators. t
A

3. Following the first team meeting, the national collegial team member
a

of.each SDE develops in his or hei`state a collegial teamofrepre-
sentatives from a minimum of five school districts. These will be
administrators who are providing.leadership-for administrator renewal'
programs in their districts.' Each selected SDE professi9nal Staff
member provides catalytic leadership for the team and the 17rticipating'
school districts.

0

AdMinistrator,Renewal Activities in Colorado. Since mid-1974, the*Ccg.orado
Department of Education through its 4/Vector of Leadership Development,
Art Edward Brainard, has been piovidi i; leadership' in Colorado for stimulating

the'developmentafschool.district hosed, planned, and operated ,administrator
renewal.(professional gfowth), p-rtmrams.--for middle management level school
administrators. -

o
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To 1ichitIvo this purpose theColoiado Department of Education liar three vale
which are to--

1.° Provide field services designed to assipt'interestedsehool districts in
developing school districtObased and operated-administrator renewal
.programs for middle management personnel. ..-' t'

%

2. -Provtde state level serTes which support local school district '-' :,J

.
,:,developed Ind operated a ministrator renewal programs and,foster

.

communicationsand program sharing activities among the partielpatine'
schbol systems.

...

3. Involve the leaders of the school district based renewal programs in the -'

management of the Colorgda Department of Education's administratenewal .

services, so that the ownership for the overall. endeayor Is sharedby
4 .school administratorsthroughout the state.

}

Presently twenty-nine. Colorado school districts are involved i the creation-
of administrator renewal programs, Each district develops its own program.

The processes being used in.Colorado are largely based on the results ofthc
administrator renewal and individualized continuing educati n for school
administrators programs of forty-five school districts throtalghout the nation.
These distriCts created such program.tduring the period of 968-7,974' under

the leadership of.the CFK (Charles F. Kettering) Ltd. -Found tion which
completed its work in 1974. Edward Brainard (Jas the found tion's president.

Procedures for inaugurating the project and the National Collegial Leaching Tea.
_ .

'7

A. Project Phases

Phase I. Invite, five state departments of education to participate in
the National Collegial Team project.

1. Each SDE will designate a staff member who, will proiride,leaderhip
for school district based administrator renewal programs as follows:-

a. -Organize a grouping of a minimum of five school districts
interested in developirig administrator renewal prOgrams.

: ,

b. Form a six msmber collegial learning teamon adininistrdeoi''
i

.v
-,reneWal Programming of the program leaderq of each ofithe

J.

_

five-districts and the SDE staff member.
. . 1.

,./---

. 4,

2. Each of the five SDE program leaders must agree to become a member
of the national, c legial tehm. c,-

3. Provide lecidersh.p to the state's'clusteriofschool districts interested
in organizing an operating;adminifttreitor renewal programs.

4 f

4. Time Period: June'1975

Phase II. To be determined by t Natioi Collegial. Team.

as



B. Meetings of the National Collegial Team

C.

L2

Late Summer or early Fall 1975
Ehrly Winter 1976
Summer 1976
Late Fall 1976

f/).

Project Funding'

1. /I/D/E1/A/, an . pffiliate'of the Charles F. Kettering. Foundation,
mill Cover one-half of the air trave for each SDE team member
tic and from Denver for ejch of the four/ atiCnal Collegial
Team meetings.

414

2. Other in-state costs5and trave1 and per diem costs to Penver
will need to be covered by each Part4cipating (N?te:,
The Colorado Depaitment of EducatiOn does not provide
participating school districts with funds to operate

kadministrator renewal programs.)

3. The ColoradO-Department of Education and Edward Brainerd are
. asikreceiving,any funds for this project.

..
8 Sketch of Activitiel- fore First Meeting of tlieflational Collegial

e .

Team. (In preparation for the first,meetihg-4he materials listed
in Part E below will be sent to each team member.) .,

4.
. .- .

,

1. Experiehcing how a,collegial team' operates and how to 'organize
a collegial team. (A collegial-team is a form of tas1;0,force,
uniquely` designed for renewal or'iliservice education purposes.) ..

.
.

.

.,
2. % 40.wl started and are sustaining administrator renewal

0 programs in our school districts: Case study reports, from
administrator renewal program leaders. 4r_

Participant&in this lession will be drawn from the following:
>

- I

BV.George Carnie; Assistant Superintendent, Morthgletn
.' School District fr , .

Dr. Donn Kesselheim, Deputy Superintendent, Colorado Springs
\ School District

.

Ralph Neumann, CuiriculumDirector, Rocky Ford Schoolpiser1Ct
Dr.Will'Mawkins, Superintendent, Brighton School District
James Elliott; Director, Elementary E8ucattbn, Greeley School

. District i ,

'.-,F

James Elliott, Director, Elementary Education, Greeley, School
'

District . . .
James lietzdorf, Coordinator, Staff Dpvelopmefit, Jefferson County
. School District .

Pete ,Ilannon, Assisient Suncrintendent,ter&er ruhlic Sch(fols
. -

RoyBrubacherGoloradoDeptrtmentofEduction'

P-

I
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A 3. Processes and uoccdures a state education departmcnt.can.use

.
to §timulate the development of school distriCt based
administrator renewal 'programs.

.

4. Estaklfshing individual and National Collegial Team goals
. . .

.

for first s months. - .

.

. 'S
41 -,-

3. Roview:of the reading materials.(see part E below)40,Each
team member wihd. be assignedtleadership responsibilities for

. -A is

this "portion of the program.
. .

4

it

4

A

E. Materials tg be pro ided each team member:

4.11
1. Colorado

r
Departme t of, Education goals and MBO plan for

stimulating school district based administrator renewal programs.

/. "Sequence of Leadership Functions of the Colorado'Department
of Education for Stimulating the Devglopmentof School District
Administrator Renewal Programs."

3. Colorado Department of Education Series.of Single
Papers on Administrator Renewal.

"What Is an Administrator Renewal"Program?"
"The Talent Survey"
"The Collegial Team: A Procedure for Supporting an,

Administrator Renewal Program"
"Major Sources of Human Resources to Support an,Administrator

Renewal Program"
"Starting An Administrator Reriewal.Program: ig1t Ideas"

"Administrator Renewal Programs and the. qolora oJDepartment of
Education"

°Suggested Contents, of an Adinisqator Renewal Plan" "r

4. Monographs .

°Self Performance Uhievement ecord

"Individualiiing Cotinuing .ducation for School Administrators"
"Administrator Renewal: The Leadership Role in CotbEgial

Team Deyelopment"-
"School and Self Assessment Proceppes: A Guidebook for

.School Administrators"
"Diagnosing Professional Climate of Schools"

Concept

ti

1
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